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.
Volunteers and Voc Ed describes the benefits to vocational education of involving volunteers.

in the prOgram A model for planning and implementing a volunteer program is presented along
with numerous resources.

. . 4. . . .-

This paper is one of nine papers produced by the National Conte, Clearinghouse's Information
Analysis Program in 1984. It is hoped that the analysis of information on topics of interest to the
field of vocational education will contribute to improved programming. Papers in the series should
be of interest to all vocational and adult educators.pcluding federal and state agency personnel.
teacher educators, researchers, administrators, teachers, and support staff.

The profession is indebted to Dr. Douglas S, Katz for the.schoiarship demonstrated in the
preparation of this paper. Dr. Katz is Vice-President of CONSERVA. Inc., Raleigh; North Carolina.
He directed a national project to improve the utilization of volunteers in vocational education
sponsored by the Office of Vocational and Adult Education, U.S. Department of Education.

Dr. Donald Clark, President, National Association for Industry-gducation CooperatiOn,
Dr Jane K Schade. Executive Director, Jobs for Arizona Graduates. and Dr. Barbara Kline and
Carol Spencer of the National Center for Research in Vocational Education contributed to the
development of the paper through their reyiews of the manuscript. Staff on the project inckided
Judy Balogh. Dr. Wesley Budke, and Dr. Judith Samuelson. Ruth Nunley tYppd the manuscript'and

/ Janet Ray served as word processor operator. Editorial assistance was provided by RuthMorley of
the Field Services staff.
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EXECUTIVE SUMMARY .

Volunteerism in America is a time-honored tradition. Our country depends on volunteea-for
such diverse functions as crime prevention, health care services, fire fighting, and religious
instruction Many of our citizens'are involved in the volunteerism movement. A recent survey found
that over 50 percent of a sample of adult Americans performed volunteer activities during 1980 and
1981. it

VOcational educators frequently invite volunteer guest lecturers and demonstrators into their
classrooms However, most programs leave the responsibility for identifying, recruiting, and orient-
ing volunteers to the individual instructor. This lack of coordination leads to such undesirable out-
comes as duplication of effort and overust of limited resources. An organized program resolves '
these problems by serving a the interlace between vocational education's need for volunteer
assistance and community resources that possess the potential to meet those needs. This paper
provides guidelines fOr plannig and implementing an, organized volunteer program in vocational
education It is intended to be used by vocational education administrators at the lodal level, but it
provides information useful to individuals in a number of different roles.

The expanded organized involyement of volunteers Offers vocational ecki,cators assistance in
maintaining and improving vocational education programs during what promkes to be an
egtended period Of limited resources and demands for excellence.

Perhaps even more important. the involvement of citizens in school programs will fu'rther the
commoity's understanding of the purmses of vocational education and its potential for meeting
the needs of students and the community.

.
Some benefits to schools of using volunteer assistance are illustrated by the following ways

volunteers have served in demonstration programs:

Worked to develop a,statement of philosophy for vocational education within the school
district'

Worked with the board of education and district administrators to review the imphcations
of the statement of philosophy

Helped to develop role descriptions for personnel within the vocational education
department

fi

Developed a systems approach to be used in vocational education curriculum,
development

Worked with the vocational education department on developing staffing patterns aktl
X adsociated financial requirements

ix



dr. Assisted in the design and operation of
cation instructors
.

Reviewed existing curriculum o fferings

Assisted in desiring and obtaining approval,of new vocational education curricula

inservice education programs for vocation& edu-
,

.

and proposed alternative arrangements'.

the development of a proposal to be presented to the board of education for a
ne vo = tional education center

Developed an itemized list of current and anticipated costs associated with the existing
and proposed vocational pripgram

Assisted in counseling vocational education students

Provided small group and individual instruction in occqpational areas

Proyided remedial and enrichment activities tiiitudents

Assisted a vocational education depaament in resolving problems relating to equipment
and supplies

4

Served as guest lecturers in vocational education classes

Demonstrated and discuised new equipment to be used to train students in servicing
equiprnegt

Planning is a critical factbr in the success of a volunteer piogram. A feasibility study is needed
to determine whether'qrnot the development of a vocational education volunteer prograth is
desirable and possible tblinplement. The initial question for discussion during this preplanning
period is this: °

Could we use additional lesources in our vocationaj educationprogram, and if so, could
volunteereprovide the types of resources we need?

As you consider this question, it is important to.concentrateyour efforts on'

determining how your vocational educatio o m alight be improved,

4

what volunteer assistance: is available from the community, and

how volunteers might bring about need improvements.

Once this queition is answered in the affirmative, a needs assessment should be completed to
gather information through which to determine the following:

The goals and objectives of the volunteer program, /
The potential scope of activities to be performed by volunteers

The types of individuals or organizations that should be recruited.as volunteers

x
I
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Representatives of all groups concerned with the vocational education program should be
involved in completing the needs assessment. This helps to build support for the program and to
facilitate the gathering of the broadest range of information.

A

, a
. Planners should concern themselyes with such tasks as (1) defining the roles, duttieS, and

responsibilities of volunteers. (2) planning finantes, (3) designing program administrative struc,-
ture, (44 designinl a program monitoring strategy, (5) planning a supervisory structure for voluni
teers, and.(6) prodding for staff relations.

. .

Implementation of agocatiorial volunteer program involves (1) staff orientation. (2) community
relations concerns. (3) identification of specific need; for volunteer assistance. (4) recruitment of
volunteers, (5) screening and selection of applicants. (6) orientation of volunteers, (7) training of

, 'volunteers. (8) placement, of volunteers.and (9) retention of volunteers.i .
Program evaluation is needed to provide information upon which to base decisions concern-

ingfprogram operations, and to demonstrate program impact. Evaluation involves monitoring the
progress of the prOgrain toward achieving goals and making judgments about the value of the
program.

. .

A carefully planned and implemented vocational volunteer program can make a significant
contribution to program improvement efforts of vocational educators. Such programs can offer
vocational educators a return on effortythat far exceeds that of many other uses cif program
resources . ..
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. INTRODUCTION
a

, . 4

A century and a half ago, the noted French political theorist and student of the American
scene. Alexis de TOcqueville, was greatly impressed by the voluntary involvement of Amellicans
so many aspects of their society. At Mat time hi observed that "feelings and opinions are re-
Fruited, the heart is enlarged, and the human mind developed only by the re,iprocal knfidence of
!people on each other" (de Tocqueville 183S)

1
iL

The spirit of voluntary involvement that de Tocqueville had witorsed was not a transitory
phenomenon of a new and growing nation. To the contrary, as our ntion matures, it continues not
onty.to encourage voluntary involvement but, in many situations, it,also depends upon volunteers
for such vital functions as crime prevention, health care services. Ore fighting, politi4lelections.
religious instruction, and direction of many of its public institutiofis. Whereas we often take the
cohtributions of volunteers.for granted, the welt-beingof our citizens is liferally dependent upon
volunteer.blood.

. The extent to which Americans are involved in Volunteer activities is difficult to quantify due to
the lack of anyowidely accepted definition of what constitutes volunteering. isleveithtiletar. esti-
mates of volunteer involvement are available. For example, a 1981 Gallup survey found that 52 per: r
cent of American adults performed voldnteer.activitie_s belween March of 1980 and March of 1881
Thoone percent of those who were incltided in that national survey regularly spent more.than
one hour per week on yolunfeer work ("The 1981 Gallup Survey on Volunteering" 1982)

" In the field of education, another source estimated that the bumper of citizens serving as ed u-
ce)t ional volunteers was approximately 6 million persons (tiational,School Volunteer Program;
1 76) In terms of the dollar equivalent of. volunteer worka subject vilhith is even more difficult to
define in an accepted way arialysei performed by Wolozin (1975) resulted in a dollar value esti-
mate of $67.8 billion fbr 1974 and,a projected value df over $100 billion for 1980. Regardless of
whatever difficulties there may be in precisely defining or placing a dollar value upon volunteer
w ,should be clear that volunteers make a4ignificant contribution to Our society

en we use We term "volunteers," it often brings to mind a stereotype of people different
fro utselves. We might think of a person who donates some time to help elect a politicalk

candi-
date, someone who leads a scout troop, or perhaps a pared spends a few houiseach wet/lc
providing-assistance at the local elementary school. Each of these persona is a volunteer It is also
likely that you either have served or are seving as a volunteer. (The Gallup survey found that the
majority of American adults served as volunteers during some time over a oneyear period ) But do
you think of yourself as a volunteer? Probably not.

...

Many people volunteer their assistance and don't think of themselves as volunteers. They are
people who are contributing their time or assistance to some cause that they believe is Worthwhile
Their contribution might be a one-time commitment, such as participating in afundraising effott.
or a continuing one, such as serving as an advisory committee member. And likely as not. they *fill
see themselves as benefiting from the particular activity. It made'them feel gopdliboutthem-

t... .
.

.

.
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. Ongoing supervision of volunteers

A public identity and image

./..,formal and informal evaluation of accomplishments
. , .

. Top administrative approval and Support

11.

.
.,

. Performance appraisal of volunteers . ... .
. 4?

Diversitcol volunteer assignments ..: .
. Ic

. ° ^ ' ig.
Formally developed"policieS, practices. and procedures regarding volunteer'Issignments

:
. .. 1,

.
. .

Materials describing thevOlunteer plogram
4 .

. .

I
A vocational volunteer program thus represents an organized approaoh for utilizing volunteer

resources in response tq the precleterminid.rteeds of the vocational education program. Organized
volunteer programs are planned, staffed. administered, and evalifted. They serve as the interface
bet,Neen vocational education's needs for volunteer assistance allfdthe community resources suit. .,

able for meeting those needs. Thdy require the commitment of resources that might othenyise be .
expended on existing vocational education programs, However, valuable benefits can be realized
in terms of expanded use of community resources, reduced duplication of effort by personnel cur
rently utilizing volunteers, and improved programs. All these contributions justify a thoi16ugh
examination of the potential Costs and benefits of installing a vocational vOlunteef program.

c .
.

PrograrnBeneffts
44.

A volunteer program can offer vocational education a creative response to the numeres 4hal-
lenges it faces in the decade Of the eighties, An exparrded involveQent of volunteers provides the
possibility of maintaining and improving the effectiveness of yocatidrialaducation programs dur-
ing what promises to be an extended period of limited resources and demands for excellence. A .

vsifunteer program can contribute to program/ excellence by helping to strengthen'linkages
between schools and communities to bring about increased responsiveness of vocational educa-
tion to ever-changing community needs.

o' ( .

Volunteers can assist in the recruitment Of new, .students as well as in the placement of pro-
gram completers. They can help to provide the support services needed bVstudents with"special
needs to enable them to succeed in regular vocational educiii.on programs, Through the creation
of expanded opportunities for volunteers to become involved in the vocational education program.
The chool will further the community's understanding of the purposes of vocational education and
its po tential for meeting the needs of students and the community. Finally, volunteers successfully
utili ed in vocational education can serve as comrillinity advodates.promoting increased support
for vocational education. .

.
,l .

4'

Since volunteers rep resent such an important resource for vocational education prbgrams.
this application paper provides auldefineS for planning and imptementing.an organized volunteer
program. Although it is'intended to be used by those individuals responsible for implementing a
volunteer program, it also provides information useful to state and local vocational echication
administrators and decision makers. I
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The first section provides a eummary,of the types of volunteer assistance vocational education
programs in sJveral cities received as a result of their installing vocational volunteer programs.
The generic procedures that they used to achieve those benefits are described at some length in
the two seotionsfollowing it. Whereas those procedures focus on a programmatic approach for the
planning and operation of a vocational volunteer program. much of the information on the actual
involvement of volunteers is also applicable to individual efforts to work with volunteers.
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The first section provides a sum marypi the types of volunteer assistance yocational education
programs in siveral cities received as a result of their installing vocational volunteer programs.
The generic procedures that they used to achieve those benefits are described at some length in
the two sectionsfollowing it Whereas those procedures focus on a programmatic approach for the
planning and operation of a vocational volunteer program, much of the informatio'n on the actual
involvement of volunteers is also applicable to individual efforts to work with volunteers.
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BENEFITS OF VOCATIONAL VOLUNTEER FIROGRAMS
,

i

Ito
During the 1981 -82 school year, vocational education prdgrams al four cities *set out to

improve their utilization of volunteers by installing vocational **Meer programs as part of a
national project conducted by CONSERVA, Inc.. of Raleigh, North Carolina. The project was
sponsored by the Office of Vocational and Adult Education, U.S. Department of Education.

-.

.

Background ,, 4,
,

,
%

.... ,
The four sites represented secondary, pltsecondary,lInd adult voNlitionale4ducation pro-

grams. They were located in Albuquerque, C icago, Philadelphia, and Dade County (Florida).
Each.of,the sites followed the procedures described In the hillowing chapters. During the twelve- 4fe.

'`month demonstration period, the programs undertook the following program development tasks.
. i

r i

.1

. . .

Establishing linkages with existing eduCational volunteer programs Kapplicablel and
obtaining necessary prof4sional and community support

4 .
.Condubting an assessment ofneeds for volunteers

,

* 'Preparing a program development plan and budget

# c

'

Designing logistical procedures for program operations -

t Developing volunteer job descriptions .)

-,'--P' Orienting staff, faculty, avnd students
.

Recruiting, selecting, and orienting volunteers

Placing and supervising volutteers
. .

Maintaloing'recOrds on p ?ogram operations
. .

. . Conducing an evaluation of the'volunteer program
oky.

. ,
At each demonstration site the school sys tem or institution hired or assigned a person to serve

as coordinator or director of the vocational volunteer program. In all cases, this was essentially a
..full-time assignment. I ..

S.

.

I

.

. . Accomplishments,

A Zion& volurfteer program should be planned on the basis of 9n assessment of the needs
. -. -

of the vocational eduCation program. Following this recommendation, Bach of the four sites

. -, 5.. .

o

,
,.

.
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involved conducted an asseesmint to determine how volunteers could best be used in the voca-
tional education program. Those assessments resulted in the development of four programs with

:unique goal'send objectives., . . . , .

;, . . .
Because of the time frame 01 the.dirmonstedtion,"the sites halo* one semester to involve

$
. . volunteers in their vocational education prOgrams. O'he,prior semester was spent on planning.)

Durinikthat relatively brief period, they were not able t&achieve all df the objectives they had , .
,

established. HoweKet, they were able to achieve most of them. A summary of the'Ways in Which .

.
- ., , . volunteers provided assistance tIvooational education at the four sites follows:.

, ! .; I ,, % e
I v

...

-.-(4
Worked.to develop a statement of philosophy for vocational education within the school
district 4 . .

._.,
... .

Worked with the board of ed ucation and district administrators to review the implications
. . , .of the Statement of philosophy

. .

A A

"

Helped to develop role desc riptions for personnel within the vocational education
p -department

Developetd a systems approach to be used in vocational education curriculum
development .

Worked with the vocational education department on developing staffing p atterns and
associated financial; requirements

Assisted in the design and operation of. inservice education programs for vocational edu-
. cation instructors

9 Reviewed existing curriculum offerings and proposed "alternative arrangements

,* Assisted in igning and obtaining approval of new vocational education cur4cula
st
Helped in the development of a proposal to be presented to the bdard of education for a
new vocational educationcenter

Developed an itemized list of current and anticipated costs associated with the existing
Ad proposed vocational programs

\ Assisten counseling vocational education students

Provided small group and individualized instruction in occupational areas

N...trovided remedial and enrichment aOlvities-to students

'Aisiisted a voca onal education department resolving problems relating to equipment
supplies

Served as guest lecturers in vocational education classes

DeMoiistrated and discussed new equipment to be used to train students in servicing
equipment

%
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. Ike variety of rays in which Ratio sites were Ole to maketbetter use of volunteer msotirces
is apotential fpr considerablelepension Or enOsrvOcational educe* proRrni! use-of 1

community rosources_Jhe opportunity to move in that direction-clearlt exists;A'planned
4 epproaoh for utilizinPoiunteers can make a significant contribution to meeting needs. A model

, for developi'n'g a vocational volunteer program is kesented in the following chapters. A graphid- ''
. representation of *at model is presented as figure 1. 1 ; .' ,,
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Monitoring
Procedures '

Monitor
Progress

er

Conduct Staff Orientation

Create Community Awareness

Identify Specific Needs
for Volunteers

I

RecruitVolunteers
I

4 Screen and Select Applicants

Provide Orientation and
Training to Volunteers

e

Place Volunteers InAssignments

PROGRAM EVALUATION
-.

Evaluate
Volunteer
Program

Figure 1. General model of program development

8

t



(

..:

..,

4..

.
PLANNING A VOCATIONAL.VOLUNTEER PROGRAM

,

Planning is as important in the development of a vocational volunteir program as it is irf the'
. ---1 dev&opmeni of a vocational educition program. Effective plahning is needed

.' ..
.

to create a climate supportive of a vocational yotunteer program.

to determine the needs for volunteers within the vocational education program,

to develop goalst and objectives that 'reflect local needs.

to identify ana secure the resources necessar for program implementation, and
! .

to determine the procedy4s to be user in pr ram operation.
./ _

t.

Preplanning

A Preplanning stage, or feasibility study. should be completed before planning begins. This
involves careful consideration of wIrether or not to establish a vocation& volunteer program. The
initial question for discussion during this preplanning period is this:

,

Could we use additional resources in our vocational education program, and if so. could
volunteers provide the types of resources we need?

. As you consi this questron, it is impti4nt to concentrate your efforts on

determining how your vocational education progra might be improved.

what volunteerlissistance is av 'table from t mmunity: and
.

how volunteers might bring needed improvements.
i

During the preplanning stage, you will explore the idea of establishing a vocational volunteer
&proglam. You will determine whether or not staff are interesjed in the idea, whether the school

board (or its equivalent) would support the idea, and whellier st is possible to secure the support of
the ternmun'ity in providing voluntary assistance. You also should consider potential problems and
possible solutions t4those problems and share your ideas with others. In essence, this preplan-
ning period is to determine the feasibility of implementing a vocational volunteer program.

4'

If the idea for such a program appears feasible, the preplanning period is fohowed by a more
systematic planning prtiess. At this time, administrative support for establishing a vocational
volunteer program should be obtained. This may be accqmpltshed by informing the administra-
tion that the idea of establishing one appears worthy of further exploration, based on the informa-
tion obtained in preplanning discussiOns In addition, you mighttecommend that a staff member

i

9\ 18

r

Id



. be assigned to assess what a volunteer program can offer your vocational education program. The
initial request is fcir administrative approval to explore the idea more fully. No administrative com-
mitment should be sought until the proposal has been thoroughly analyzed.

A committee should be established to provide guidance and support for the planning process.
and one or two individuals should be assigned (or volunteer for) the role of coordinating planning
activities. Such committees are common among educational Volunteer programs and are generally
comprised of a mix of school petSonriel and community representatives. Where the school district
or institution already has,an effpctive vocational education advisory council. representatives of that
council should be invited toseive on the vocational volunteer planning committee. Other reprefen-
tatives on the planning committee might include variota individuals who could make a contribu-
tion to the planning process or subsequent program implementation. These might include

educational administrators.

instructors,

representatives of local volunteer organizations.

e business or industrial organizations,

organized labor.

local government representatives, and

.00

MO.

other interested community member .

Since the first task of the planning comm tee will be toprovide advice on the feasibility of
implementing a vocational volunteer program, the'OornmitmentPf the committee members will
involve three to five meetings over an eight- to wenty-week pericid. If the district or institution
subsequently decides to proceed with program imptemertkatio,0,-members of the planning commit-
tee should be invited to serve as the advisory committee for the (fivogram. Additional members can
be added to the advisory committee as deemed appropriate. given the program goalsland
objectives .s ilt '00

/
1

, ii .
Assessing4Neede for Volun\eers

.e
11 preplanning activities reveal a geOeral agreement that the vocationaleducation program

could benefit by expanding its utilization of volunteer resources. thert'onepf the initial planning
tasks is to translate that agreement into Clearly defined needs of the vpcatrral education program
This can best be accomplished by conducting ijiii organized neegs assessment. Such an assess-
ment should survey the needs of students, instructors, admigistrdtorsoind support personnel

The needs assessment serves a dual purpose. It notpnly deterrnineV how the vocational edu-
cation program could be furtherynproved, it also helps to build suppor4for a vocationkvolunteer
program This is accomplished by seeking the opinions and Nvice of individuals who may subse-
quently be involved in the vocational volunteerrprogram either asiecipients or contributors of
volunteer services, Fos plaritilip pik osett the rites assessment serves Rs a primary source of41
information thr&igh 44,4 tb.deker et: 1- )ii.., "1:. . 4
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the Oafs and objectives of the volunteer program,

the potential scope of activ,itiesto be performed by volunteers, and
;

the types of individuals oillitanizations that should be recruited as vOlunteerst'..:-

a

: -, 1 - 4.. .. ... 4 _ - ,' ;. %_:- ....-
A preliminary needs assessment carr be conducted throughindivfdtal or-OrpOp discussioris.. : --

with school and community representatives. Those discuisions shoxfaAntourage'an,openlixpees- a - ,.

sion of ideas concerning how the vocational education program could be iinproved.Thiougheirt-- . : ,

the assessment, it is very important that you not limit discussions torol4 tbat.fkexisting stereo- -.
types,of volunteers_ Vocational volunteers can do much more than Itseist.in classibris..Once.this
is recognized, many new possibilities will present themselves. ' ' , .. -

-. ,,,...' , .' ...
t ^ 0 . l' ..

7 V

It is important that representatives of all groups concerned with the vocations education pio%
gram be asked to participate in conducting the needs assessment, ThisinclUdei- ,-,. `

-.0 tt
s instructors,

.

students.

administrators.

support personnel,

employers of vocational program gfaduates: and

community groups or associations interested in vocational education. .

A 'sample representing the diversity of each group should be identified for inclusion in the
needs assessment Once that sample is identified, information from those representatives can be
collected by meanrof personal or telephone Interviews, mailed questionneir9s, or (where..applica-
ble) questionnaires distributed within the schools.

1
" -

. , -
, .

A needs assessment questionnaire provides 'important information for the ',fanning process
whether used alone or following preliminary assessm,ent The (44.testionnairedesgn process should
designate that items be determined by members of the planning committee,(or some other group,
that reflects various perspectives on the needs of the vocational education program). The ques-
tionnaire should provide respondents with the opportunity to identify addittonal.areas that they
believe need improvement. A sample needs assessment questionnaire ameard in figure 2.

k.

The information collected through the deeds assessment should be tabulatiaend summarized -
for review by the planning committee, Based on that information, the planning committee should
determine the areas df the vocational education program that could benefit from the assistance of
volunteers. The, committee should identify several needs to receive attention during subsequent
planning activities .

4

Program Goals and Objectives

After the needs for volupteer assistance in vocational education have been identified and
agreed upon, the planning committee or a subcommittee representing that group should translate

4
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those areas' of need into goa'and objebtives for the vocational volunteeeprogram.lOr each area
1.21,6ebd, at least one goal st ement should be developed, and for each goal statement there could

betegeral associated objectives. The goal statements will provide gener4 direction for the volun-
teer program, and the objectives will define more precisely what the prpgram hopes to accomplish..
During.thelrhplementation of the volunteer program, the objectives will serve as benchmarks

%

.,,,

o

1.

4

44't

sa.

'*

against,which to'rneasure progress and to judge effectiveness of the prograrri. ,.r. Z.. , . . . -,
The relationship between.a need and its ilssocited goals and objectives is tliustrated by the

followingeicamptf: . w .

Perce0ed Nee

4

.

/ ObjectIvek

f
any program completers do not know how to find suitable employment.

To%incre e the job search skills of 'vocational program completers.

.

Tio recruit,froni large businesses during the 19._-19_ school' year at least ten volunteers
; Ahosere knowledgeable about job opportunities and/or pearrrii depyrtment hiring

practises

t: ,

1" To ptilize thiitifbove ten volunteers during the spring semester in conducting at least five
workshops designed to teach studentt how to preparela resume and apply for jobsy

%

To plan and conduct a job fair during the spring semester where vocational station
. ,

stugents can meet with area employers

Volunteer Roles, Duties, and Responsibilities'e

During the prep lanning stage when the support of instructors, administrators, and the board of

4
education id.prirtoally sought. some consideration will undoubtedly be given to the roles volunteers
might be assigned (and especially to roles that they will not be allowed to assume). As the plan for
the volunteer program begins to take shape, the types of activities to be performed by volunteers
will become clearer. Those activities will need to be reviewed in light of previous assumptions con-

.. eer-no.no the role? and duties of volunteers, and modifications may need to be incorporated into a
. revised descripition Of volunteers' roles, dutieg, and responsibilities.

One of the central issues that must be addressed in planning the volunteer program is the
extent to which volunteers will be performing dutie hat would otherwise be performed by staff or
not be performed at all. This issue must beconsid r hen defining the roles and duties of voca-
tional volunteers. Two central questions Must be addres ed:

What does the vocational program really need?
0

6(.hat will staff accept as legitimate roles for volunteers/
I. I

Obviously, the answers to thfse two questions will depend on the specific context in which the
vocational volunteer prdgram is fiti be 'listened. However, the acceptance of the volunteer program
by staff is likely to be greatest where the roles of volunteers are clearly defined. Involving staff in
the development of volunteer role descriptions reduces the likelihood that they will feel threatened
by the volunteer program

t

22

a



. .
.

t r
. .. Needs Assessment Questionnaire

. .. .. . . ,.
City College Vocational Department

The City College's Vocational Department is currently considering the establishment of a pro-
gram to utilize volunteers in various capacities to enhance and fiirther improve vocational educe-

, tiorf Volunteers would not replace any functions performed by paid personnel but Would provide,
assistance in performing those functions. As part of the planning of such a volunteer plogram we
are trying to identify the areas that could benefit the most from the assistance of volunteers.

The questionniire below hasbeen prepared to give you an opportunity to express your views
clincernmg various aspects of the City College's Vocational education pPOgram. Please take a few
giinotes.to let us know what your views are regarding the needs of the program.

, In responding to the items below, don't underestimate the potential contributions that volun
teers from business, industry, and the community in general could provide to vocational
education.

1 Please p)Ece a check by eal(h of the following areas pertaining.to vocationalducation that
you believe are in need of considerable improvement.

_ a. vocationar counseling
b .planning new curricula
c. keeping curricula up-to-date

_d student placement in jobs . .
e. community/employer support of vocational ea-Mahon
f. recruitment of new students
D. program evaluation

_ h. remedial instruction ",

_ i students' job search skills r_ j. evaluation of students' competencies
_ k. curriculum completion rates ,

_ I. 'selection of new instructors'
m. inservice instructional opportunities ,

_ n. student access to appropriate equipment
_ o curriculum advisory committees

p follow-up on program completers
q. program completion requirements
r. occupational analyses

_ s. field trip opportunities
_t. screening and placement of new students

u. other . .
_ v. other
_ w other

4

4)

W.

.

0

FlgUre 2. Sample needs assessment questionnaire
. :.

t
13

23

, .

1



Needs Assessment Ouesticinnaire Montt,
.

2 Which three of the items you have checked or added do you believe tobe in greatest need of,
improvement? (Use the list to find the letters correspondintto thethreeitems.)

_ most in need of improvement
second most in need of improvement
third most in need of imp&vement

For college personnel only: .

Please indicate up to five of the areas listed in which you would be interested in having a
volunteer(4 j5rovide you with assistance. (U the list to find the appropriate letter for each
area.)

(Indicate letters in above space.)

4. Which bf the following categories best describes your current status?
0

vocational instrugtor
vocational administrator

_ other college staff
vocational student

_ employer
employed worker
other

5 Optional If you are interested in becoming further involved in this effort. please provide your
name, Fri ailing address. and telephone number beloW.

This questionnaire must be returned by (DATE) in order to be used for planning purposes. To
return, just fold on dotted lines shown on oppotite side. staple where marked. and mail.

14
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An equally important consideAlion is the echools' responsibilitleMihe volunteers. One of

the school system's initial responsibilities will be to extend its accident and liability insurance cov-
erage to include volunteers. If volunteers will be transporting Students, staff, or other volunteers, .

secondary-coverage automobile insurance Should be provided for the protection of the volunteer.
Schools may find it beneficial to the program to provide volunteerswith reimbursement or other
assistance for transportation expenses and meals while they are involved in their volunteer
assignments.

Financial Consists: Ions

Whereat the planning of the volunteer program might be perfOrmed by existing staff and the
planning committee, subsequent program administration, operation, and development can bet
expected to require the attention of at least a half-time coordinator or director. In most educationaL
volunteer programs. the director or coordinator of voltinieers is a full-time salaried position
(Bender 1975, Chambers 1972. MacBride 1980, Perkins 1966). When the program director is paid
staff, the responsibility for administration of the program is centralized, more effective utilization of

-*resources is possible. and constant and continuing management is available to ensure smooth
program operation.

The decisuin concerning whether the program directorship should be a full-time or less than
fulltime assignment will depend on the scope of the program (i.e.. the number of Schools involved.
the number of volunteers to be recruited, and So forth). However, given the responsibilities of
operating a school volunteer program, it is unreapstic to expect that a directbr could successfully
implement a vocational volunteer program with less than half of his or her time designated to this .

task. o ,

In.addition to the costs associated with the volunteer program director's Salarrand fringe
benefits, the school system will need to anticipate other costs such as those for office furniture
and equipment, telephone service, postage. office supplies. secretarial and clerical assistance. and
local travel reimbursement for the coordinator. Other expenses marviclude insurance coverage
for volunteers., travel and 'peal reimbursement for volunteers, printing (e.g., promotional materials
and directory of volunteers), special events (volunteer recognition programs. seminars, and work-
shops)`publications, and inservice training time for school personnel. Some of these costs may
be mitigated if, for example, volunteers are not reimbursed for meals, printing is done by the
schools graphic arts department. and existing office furniture and equipment are used.

Based on the costs recently incurred by the volunteer programs previously described, it
should be anticipated that leyear-long vocational volLatteer program will cost between three thou-
sand and nine thousand dollars (exclusive of the salaries and fringe benefits for the program direc-
tor and secretarial support). Also based on the experience of those programs, the director's salary
should be at least equivalent to that of a vocational education instructor. This provides a rough
estimate of what it will cost to install a year-long vocational volunteer program. Of course. your
own budgetbased on the sops of volunteer activities planned for your piogramcould vary
consid bly from this estimTe.

Potential sources of funding for the program should be identified. Multiple funding sources
may prove to be necessary in order to cover all aspects of the program's operations. One possiblil-
ity is to apply for funding under Subpart 3Program Improvement and Supportive Servicesof
the Vocational Education Amendments of 1976 (P.L. 94-482). Local educational funding, of course.
should also be explored with regard both to initial program costs and wire long-term funding if

15
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4 other funds are secured for short -term demonstration project. Fuoding froth privizi fouriciations,
and corpbrations is another possibility for supporting the program. particularly dying its devel,_ ..- -
opmental.and initiarimplementattion phases. In general; foundation support ifi foriinnovative edu- -
cation& activities on a short-term basis, so continued funding would haye to cope from other .
sources,' r .: -

. i !, - r.
. r, . 4.

' Corporate support, if.any, is most likely to be in the tam of *leased time for employees to
volunteer including the possibility of assigning kcorpofate plOyee to serve'as directof7ratfer.

.than at a grant. When corpgpon
than one year, Therefore, when support is sought initially fro outside sources such at founda-
tions

s sponsor employees on ial service leave, it is rarely for snore

tions Or corporations.Iffe schooltshoulf be prepared to'assume ithanci l responsibility for the
#. ,program following a successful demonstration perfod. ,. ,

- 1
. ,, - . .

if funding is not availebre. it is sometimes possible to secure a v lunteer director fOr theaoro-
gram. An ideal candidate might be a retired vocational education s ff member who wishes Yo con-

. tinue to be involved in the vocational education program: An alter- ativo might be a vocational
education advisory committee member who hahtheatithe, interest, andekills necessary, to !Anil the
duties of director of the vocationaivolunteer program. If a volunteer function is needed by your

. vocational eddcation prograth, you should qot dismiss the idea of starting such an.effort just'
becauseihe funds are:not 'currently available. % 1 .

. - .-' a

, . C'e * - t " '
. / Program Administration

-

As suggested previously, the vocational volunteer program director should be a paid positiv.
The location of that positfOn within the administrative structure will need to be determined before
program operations can begin. In cases where a school volunteer program is in operation, the
director of vocational volunteers might report to the director of the school volunteer progrant

, Such an arrangement will facilitate coordination of functions comnion to both programs, such as
recruitment, selection, and placement of volunteers. In such an arrangement, formal channeltitg,

, communication must be established between the director of vocational-volunteers and the director
of vocational education. Without effective communication and cooperation between these individ-

. uals. the success of the vocational volunteer program is doubtful. ..

In cases where a school volunteer program is not currently operating, it is recommended That
the director of the vocational volunteer program report to the director of vocational education. If
the volunteer program is to involve more than one school, the director of the vocational volunteer
program should report to the supervisor of vocational education. The objective is to place the
volunteer program director under the individual who provides the greatest direction to the voca-
tional education prograrp. Who this is Vail, of course, depend upon the organizational structure in
which the vocational votunteer program is to be implerfiented. $

ti

Program Monitoring f
. ,.

The effective administration of the volunteer program will require the collection of information
for.use in monitoring program activities and the expenditure of program resources. Certainly, pro-
visions must be made for monitoring the program it expenditures.in relation to its operittng
budget. The director should also maintain a current record of participating volunteers. There are s'

several reasons for this. I
.

A
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First, the director.will need to ensure that all volunteers have met health standards and
.liability insurance requirements of the program.

Second, the volunteer program office should be able to contact all volunteers to inform
thentOf changes hi program operations or upcoming events.

4_11.1
Trign; aicord of volun teer participation cal) be extremely helpful In assessing the extent
to 441);y:plunteers have performed their intended roles.

Finally, a current record-keeping syStem oifavallable volunteers and requests for volun-
teer services is vital for purposes of placing volunteers In appropriate assignments.

Volunteer Program Supervision

Whereas the overall management of the volunteer program will be the responsibility of the
program director, most of the.direct supervision of will be provided by the vocational
education personnel who request volunteers. The nature of the vitunteer assignmenit&deter-
mi e the most appropriate procedure for providing on -the -job superviiion tdthe volunteer. In
case where the volunteer is placed in a continuing assignment with a vocational course. the
tours instructor would be the volOnteer's immediate supervisor. However, if the volunteer is
assigned to work with a particular studentpn a continuing basks. the supervision of the volunteer
could be the responsibility of oneof the student's iristrikctors. a counselor. or another member of
the staff.

`staff Relations *

TIN development and maintenance of a positive relationship between the vOlunteeNpgram
and vocational education personnel is imperative for-the success of the program. Through the
involvement of staff in the planning of the program and through staff orientation sessions during
logram implementation, a foundation is established upon which a positive relationship can be

b ilt The perpetuation of that positive relationship can be enhanced by actively seeking to identify
problems as they arise and by developing strategies for overcoming those problems.

Participating staff should be encouraged to contact the volunteer program director whenever
they are experiencing difficulty in working with a volunteer. It should be made clear to-each partIC- 4. .
toning staff member that the volunteer program office is ready to assisthem whenever they are
experiencing a Rroblern pertaining to the volunteer program. A dis6ussion of these points should
be held during staff orientation sessions. as-described in the following section.

Ffnalizing the Plan

. .

As planning activities progress: the specifics of the intended,vocational volunteer program
should be documented in a written plan. The plan will serve.as a description of the proposed pro-
gram that can be reviewed toy the'various groups whose support will be needed 'to ensure the suc-

°cess
of the program. Furthefmore, it will serve eve justification of the cost estimates associated

with the operation of the program when funding is sought from within or outside ttie educational
system.

17
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A section should be included
volunteer program will be evaluat
volunteer program, how the obje
measuring the achievement of o
objectives will depend on the a
evaluation plan VII probably ne
obtainedt

44

, . -1
in the plarithat addresses how the results of the vocational .

.1,1044 uation plan should indicate the objectives of the
k aptilA easured, and the anticipated time frame for

ikrAivef. 41ilrealera the feasibility of achieving the initial set of.
pitrifoRoji.,44 committed to the program, and therefore the
eivO0itelffn relirse to the actual leVel of funding
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PROGRAM IMPLEMENTATION.AND OPERATION

......,-
.... If the preceding steps hiVeteen tirowed, by the time the program is to begin implementation,

'.1 -the vocational voluntee? pro' ram director w' have a written plan to guide him or.her in prograth
implementation The time and energy expen eveloping that plan will prove to be a wise
Rivestment throughout the Kograth implementation process. -.

. r ,

,...
. Staff Orientation,

, .
4 During the planriing of the vocational volunteer program, initial steps will have been taken - .

toward informing the administration and stall of the purpose of the vocational volunteer program
and the potential roles of volunteers. Once the decision has been made to proceed with implemen-
tation. additional orientation should be provided to stimulate further staff interest in and support,.

....
ft the volUnteer program,

.

i,

A
4/ ' .

,
. ..-,

implement..An announcement of the iiiin to a vocational volunteer program caruserve as the
initip step in orienting the stafto the new program. The announcement should provide informa-
tiori on .4 t-

. ) 3
0 .

-.

1,.. the goalsett of the program, . - -,'

5

4

1,

'

its

the,potential services to I:4 providedty,'volunteers..
.

the name and rocation of the direciorof the volunteer program, and

the dates of Staff orientation meetings. .

. .
.

If possible, the announcement should also include a statement of support from the board'?"
. .

administrator. . !
. \

6 i .

Orientation meetings will need to be tailored to local circumstances. In some settings, it may
be'possible to offer an orientation to the vocational volunteer program at a regularly scheduled
staff meeting In other situations, It may be necessary or advantageous to schedule special onenta-
lioiLSessions. .

r

s
Orientation should allow for two-way communication between faculty members and the volun-

teer program director Carefulplanning should go into preparing for these meetings. In addition to
an oral; presentation, handouts should be provided thbt describe the organization of the volunteer
prOgram. guidelines for working with volunteers, and sample volunteer job descriptions. Topics for
inclusion might include! 5 0 -,.

The of vocational volunteers

Benefits that can be reatixsolfrom the involvement of volunteers .

19
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Is:
Goals and objectives of the volunteer program

Services providediby the volunteer prograni office
.

Volunteer recruitment, screening, selection, orientatibn, and placement procedures
1.' --,/ .. .

IV Preparation for work with volunteers

Problem resolution procedures

Evaluation of the volunteer program

. . Identification of theprogram's volunteer needs

") 1
A Student orientation' .9.

.

. Staff orientation to the program should continually be offered as the volunteer program
.9 a' expands Therefore. provis.ipns will need to be made to alert staff to u0coming orientation sessions

or to enable them to register for orientation sessions on arias-needed basis. The school adminis-
tration should demonstrate support for the program by providing staff with ttie time necessary toli.

, -1,' 'ettend orientation sessions out of the school day.

,---'1Community Relations

Whereas staff orientation serves to create a supportive climate within the school, community
relations serve this function outside the school. It is from the community that voluXteers will be
recruited, and the success of recruitment efforts will depend upon developing a positive relation
ship between the program and the community.

Community support should be cultivated during program planning and maintained throughout
theoluration of program activities. Community representatives involved in program planning
Should be recognited publicly for their contributions and kept inforined of the progress being

grade Community leaders and influential groups should also be contacted and made aware of the
volunteer progrlm, its purpose, and its potential benefits for the vocational education prograth and
the community..

Informing the community of the vocational volunteer program can begin just prior to rectuit-
ment and continue thereafter on a regular basis. indirect approaches such as newspaper articles.

,television news coverage, bumper stickers, and posters can be used to alert the public to the.exist-
v" ence of the program. However, prior to initiating a public awareness campaign, it is important that

the volunteer program be prepared to respond to inquiries that are likely to result from the public-
. ity, potential volunteers are likely to lose interest if their inquiries are not answered promptly.

NN.,),.
-)

Identifying Specific Needs for Volunteer Assistance

During the planning of the vocational volunteer program, a needs assessment should have
provided considerable insight into the various types of needs for volunteer services. That assess-
ment also shPuld have served as the basis for developing program goals and objectives and foi
developing volurkeer job descriptions. '

-
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As the program enters the implementation ph ase, it will be ne'cd sit t5ridentify specific needs
for volunteer assistance among the various members of the vocational p ogram Staff. This should
be completed prior to the implementation of a recruitment effort. Through the identification of
specific needs, the recruitment and placement of volunteers will be guided, and additional job de-

., scriptionscan be developed. A sample volunteer job descFiption for a vocational shop /laboratory,
assistant appears in figure 3. s

Whereas the identification of staff needs for volunteers should be a continuing activity
throughout the duration of recrement. a major effort should be ma1de shortly prior to recruitment.
Request for Volunteers forms distributed to members of the vocational education staff can be used
to identify specific,,needs for volunteer assistance. Asa mole of such a request form appears in fig-

, ure 4..

t"01

The distribution of the Request for Volunteers forms can be accomplished through the school
mail, at ,regular staff meetings, or at orientation sessions velere staff members are made aware of
the purpose and goals of the vocational volunteer program. Regardless of the distribution proce-
dure selected, it is generally advisable to limit distribution to thop4gembers of the staff who have
already participated in an orientation meeting ochave bedn provided'orientation materials.

Prior to distribution of the reqUest form, it is important thaf a procedure be established for
Processing the forms as they are received by the vocational volunteer program. A suggested '
procedure includes the following steps:

Screen each form to ensure tha 't is complete and that the type of volunteer assistance
requested is clearly. understoo> Request additional information as necessary.

Classify the completed forms > cording to The volunteer job description or type of assts.
Itince needed..

Review the file of available volunteers to determine if an appropriate applicant is available.
If none is'available, recruit to fill the position.

Notify the staff members that their requests have been received and give the status of the
request.

Unfilled requests for volunteers Witt need to be periodically reviewed and updated so that the
volunteer program staff will know which potential assignments are still available. By keeping the
records of available assignments up to-date. recruitment and placement efforts can be directed
to*vard those assignments that offer definite placement opportunities.

Recruitment of VocatiPnal Volunteers

Recruitment provides the means by which cont4t is made with individuals and organizations
that are potential volunteers for the vocational education program. it is similar in some respects to
the development of community support for the volunteer program, although the purpose of the lat-
ter is much broader, than recruiting volunteers. Through various recruitment procedures, members
of the community are not only informed of the purposes of the volunteer program, but they are
also made aware of tlfe types of volunteer skills or services needed and are asked to help in meet-
inv those needs.
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Vocational Volunteer Job Description

Job Title: Vocational. hop/Laboratory Volunteer

School/Department: A District Schools/Trade and Industrial and Technical Education

Time Requirements (Length/Schedule). One semester /minimum of one hour per week during
"school hours

Objective of Position: To assist the shop/laboratory instructor in preparatory.and instructional
duties

Responsibilities and Tasks:

1., Demonstrate industrial applications of technical principles

2. Assist in providing individual or small grosip instruction to students

3. Assist students with special projects

4. Demonstrate safety principles in work behavior

5 Provide assistance to the instructor i4reparing instructional materials and evaluating'
student performances.

Qualifications:

Education. Minimum of high school diploma in trade qnd industrial or technical field, or . #

appropriate on-the-job training . b . ,
, ! ,,

Experience. Work experience in an industrial shop/laboratory related to vocational instruc-
tional area 7-

Personal Characteristics. Ability to relate well with others,,to communicate effectively on a .

student level, and to demonstrate good work habits. Positive attitude toward teaching and
- learnigg. t

4 , /Other Desirable Skills/Interests. Some knowledge of teaching/learning principles

Training to Be Provided: Volunteer preservice, training to familiarize volunteer with school
equipment/machinery and course objectives

Miscellaneous Fluirements/Comments: Afternoon and evening classes are being offered

Figure 3:Sample vocationalunteer job description

N
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Nillequest for Volunteers
./

(Name of Vocational Volunteer Program)

(Address)

(Telephone Number)

Date" Department/Curriculum

Contact Person' Location:

Number of Volunteeri
Needed- Phone/4xt.

Type of Service Needed and Major Responsibilities
(Attach job description if available)

Qualifications (education, work experience, special skills):

Duration of Assignment.

Days and Hours*
tst

I ...

Prefkred Starting Date"

DIRECTOR OF VOCATIONAL. VOLUNTEERS:11E60RD

I

Date Request Fined.

Volunteer Assigned- ID#

Reason Unable to Fill:

7

`r

Figure 4. Sample request for volunteers form
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ir r - .:appioaches to the publiC at large.
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i

Individual recruitment approaches represent ,person -to- person forms
.

of communicationluch
I

as direct rriailingi. telephone cals. and meetings with iridividuals,Gr,00 approaches include such
methods as speaking to 'Civic, professional, and other'oommunity groups, selectively placing pro-
gram recruitment materials at targeted locations (such as particular types of employment settings),
and having a description of the progrpm included in business or association Newsletters. The third
categoryapproaches to the public at4arge includes radio and television announcements, news-
paper articles or advertisements, burriperAlickers, billboard advertisements, and.other one-way
forms of mass communication With the general public.

. -
Group and public approacties to recruitment reach a larger segment of the community than do

individual approaches. However, the selection of recruitment strategies should not be guided
strictly by the number of people contacted. The critical factor in recruitment procedures is thp
extent to which the techniques will serve to recruit people wino poSsess the types of skills or
resources needed by the vocational education program, When the volunteer program has a .

number of different assignmehts that do not require unique skills or experience, group and public
appeals may prove the most effective means for recruiting volunteers. Oq the other hand, when a,
limited number of volunteer assignments are currently available or when specific skills are needed
that are possessed by only a very small segment of the community, an individual or targeted group
approacla(to recruitment is likely to be most effective.

The effectiveness of varibus recruitment strategies was reflected in the results of a 1981 Gallup
survey o lunteers. Of a national sample of 843 persons who participated on volunteer activities

44' percent first liecame involved because someone asked them to volunteer;

29 percent had a family member or friend involved in the activity or benefiting from it.

31 perce\ot became involved through their participation in an organization or group, and

only 6 perceot of the sample first learned about the volunteer activity through radio, tele-
vision or(prinkd sources ("The 1981 Gallup Survey on Volunteering" 1982).
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These results support the findings of others that Arsonal or direct contact with prospective volun.-.
teers is the most successful approach for recruitment (Davis and Maguire 1977, Levine and
Schmitz 1973).

jar tanning, organization, and coordination are three essential ingredients In the successful
imp ementstion of a volunteer recruitment program. The time and strategieS for recruitment will
need to be planned to correspond with the operational cycle of the vocational education program
and its needs for volunteer assistance. Recruitment strategies will have to be considered in light of
their potential effectiveness and the resources available for recruitment. Recruiters will need to be
identified and trained, and someonemost likely the director of the vocational volunteer
programwill have to assume primary responsibility for coordinating the recruitment effort.

,
4

Screening and Selection of Applicants v

A successful recruitment campaign cart result in the identification of numerous individuals
who express an interest in serving as vocational volunteers. Once those individuals are identified. a
screening and selection process is used to determine which of the prospects can meet the basic
criteria established for selecting volunteers. In some instances. selection and placement of volun
teers can take place at the same time. Nevertheless, selection (or screening) of volunteers is a
necessary condition prior to placement.

t------.\,
The use of a screening and selection process should not be considered inappropriate simply

because the applicant is offering to provide voluntary services. A screening process can be as
advantageous to applicants as it is to the volunteer program, since it can prevent applicants from
entering a situation in which they would not be comfortable or satisfied.

In a direct recruitment campaign, where prospective volunteers are initially contacted directly
by a recruiter, a preliminary screening of prospects can be performed by the recruiter. Through
interaction with the prospect. the recruiter may learn that the individual is not willing to make a
firm commitment Oftime or lacks someirasic qualification. If so, the recruiter can discreetly screen
out the prospect by refraining from inviting the individual to apply for a volunteer assignment.

The screening and selection of applicants who respond to an indirect recruitment campaign
are usually performed through a scheduled interview, folloing receipt of an application form. For
each applicant. time must be allotted to interview the prospect in Order to determine whether the
individual would make a good:volunteer. and what assignment(s) best fit the applicant's interests.
abilities, and time schedule.

Regardless of how the applicant has been identified, specific qualification standards. or crite-
ria. will need to be determined for screening andselecting applicants. The standards should reflect
school or institutional policies. the goals and objectives of the vocational and volunteer programs.
and the desired qualifications of individuals who will be interacting with students, instructors.
administrators, or other members of the vocational education, staff.

- Orientation
4'

Vocational volunteers usually need orientation (and sometimes training) prior to beginning
their assignments Orientation provides volunteers with information on

25
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the purposes and goals of the vocational volunteer program;

school policiet and rules pertainitig to volunteers;

the rOle, rights.;and responsibilities of volunteers; and

4

d.

procedural aspects of volunteering (such as how to sign in and out, where to park. whom
to contact if they cannot report as scheduled, pnd where to go foi assistance, should it be
needed).

Orientation of the volunteer can be conducted in either a one- Or two-stage process, depend-
ing upon the organization of the vocational volunteer program. Where the volunteer program is
confined to one vocational schoOl or institution, a single orientation session can be conducted at
that setting However, where the volunteer program is serving a number of schools within the dis-

..r trict, a twostage orientation is recommended. The first of these orientation sessions would be at
the district level, whereas the second would be at the school or institution where the volunteer is
assigned. The major advantages of a two-stage °negation are that

.

40
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fewer orientation sessions are required to cover topics of districtwide applicability,

less staff time is required to conduct the orientation sessions; and

volunteer* are-provided an opportunity to meet other volunteers. 4

air

The advantage of a singlestep orientation it that sessions are easier to schedule on an as-
needed basis.s

0 orientation is to be. offered in two stages, the first session should foc
application to all vocational volunteers. Suggestedllgiies for the first one
follows:

Philosophy and purpose of the vocational education programi
Goals and objectives of the vocational volunteer program

Organization of the vocational volunteer program

State and district policies concerning vocational volunteer%

Financial and legal responsibilities of the district

Roles, rights, and responsibilities of volunteers

on topics of general
session are as

. Orientation at the schools
,,

The second phase of orientation, which should be offered.at the school or Other location7I * where the volunteers will be working, wouldjocus more Specifically upon their specific assign-
ments and the setting Items to be covered during the second phase Of orientation might include
the following: .

orientation. orientation to the setting's facilities,f

y/,
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Location of parking areas. cafeteria.restrooms. smoking areasq., and sign-Kiecord

School policies and rules

Fire and safety procedures

Recommended attire (if applicable) .

I

A

Introduction of the volunteers to members of the paid and volunteer staff with whbm they
will be working

Handouts and audiovisual aids should be prepared for regular use in conducting orientation
sessions. Handouts might cover thelollowing topics:

J
,

Orientation to vocational education

Purpose and goals of the vocational volunteer program

Guidelines for vocational volunteeis

1
School board or institutional policies regarding volunteers

4

Descriptions of selected vocational volunteer assignments

These materials are often incorporated into a volunteers' handbook that is distributed at the orien-
tation session'

; "k

..M

Training

ft Trainingusually preserviCers intended to provide volunteers with specific skills or knowl-
edge needed to perform assigned duties. Training is required to the extent that volunteers do not
already possess the skills necessary to.perform their volunteer assignments and feasible to the
extent that volunteers are willing to make a commitment to the program that justifies the training.
Training can be offered in either an individual or group setting. An individual approach is much
easier to schedule (in response to an individual volunteer's entry into the program). but r
more staff involvement and does not provide volunteers with the opportunity to interact ith o
folunteers. However. individualization allows volunteer training to focus specifically aro 1 divdua
needs. / ...

Group methods for training volunteers involve conferences. skills workshops, courses or mint-
Courses. lecture-discussions. and so forth. The bist approach for your program will depeqd on ,
such factors as

.the number of volunteers to be trained.

the similarity of their training needs,

the resources available. and

. the complexity of the skills to be acquired.

. . 27
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Placement

.Placement occurs \when a volunteer is assigned to a specific volunteer position. Depending on
the positions available it the time of screening and selection, placement may occur immediately,
or the volunteer may be asked to wait until an appropriate position becomes available. ..

'
The placement process begins with a request for volunteer services from a member of the

school staff The request is matched with the qudlificatione of available volunteers, detprminesi
through applications and interviews. Among the factors to consider in making placements are.

the voliinteer's skills and interests,

time requirements,

scheduling,

commuting distances. and

potential transportation problems.

The volunteer who appears to be best suited for the assignment is then contacted and offired
the position. if a qualified volunteer is not found among the applicants, the request for volunteer
services should be referred to recruiters.

'4,
r-----

I

*
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When a qualified applicant accepts the assignment, the volunteer office should notify the staff
member who will supervise the volunteer. A time and location should be established for the super-
visor to meet with the volunteer. The volunteer office should then mail a confirmation of the
assignment to the volunteer along with

a lob description,

the time and place 6f orientation, i

the schedule for the assignment.

the name and location of the person to whom the volunteer should report. and

, the time and date of the appointment.

Every volunteer program is likely to be confronted with the situation in which an opening can-
not readily be filled In some instances. it is possible to provide otherwise qualified volunteers with
training that will enable them to perform a specific assignment. However, if there is some doubt
aliout the suitability of the placement. it is generally preferable to conh ue th4 search until the
right volunteer can tie found. Placing the wrorig'person in the assignor t is ikely to lead to dissa-
tisfaction on the part of both the volunteer and the persOn who is being as isted. Thus. an inap-
propriate placement can cause more problems that it solves.

let

Retention
,

For the volunteers. the rewards of volunteering are derived largely from the personal fulfil-
lment of their unique needs and interests. Interviewing volunteer applicants should serve to 'den.

4
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tify those needs and interests, and placement should strive to fulfill them. Professional people and
craftsperSons who want to utilize their special skills as volunteers should not, for example, be
pieced in assignments that do not require their skills. It is far better to develop appropriate
assignments ot to pursue new possibilities for utilizing volunteers' unique skills than to place them
in positions in which they have nocinterest. In such cases, the volunteers' services will undoubtedly
be lost as their interest wanes.

The placement of a new volunteer into a vocational volunteer assignment can mark the begin-
ning of an extended and rewarding relationship for all parties concerned, or it can represent the
beginning of a brief and dissatisfying experience for the volunteer. Sound placement procedures
are vital to the retention of volunteers. However, a continuing effort to reinforce the volunteer rela-
tionship and recognize volunteers' contributions is also crucial to the retention of volunteers.

Successful retention of volunteers should be viewed in relation to the volunteers' fulfillment of
... .

their commitments to the program. Certainly, volunteers do not expect to be involved in the voca-
tional education program forever. Rather, they accept an assignment for a specified time, after
which they should feel a sense of achievement. whether or not they decide to continue to volun-
teer The volunteer relationship should be structured so that volunteers do not feel guilty when
they leave the program, and the paid school staff do not feel that they have failed whenever a
volunteer resigns Given this perspective, retention should be viewed as providing volunteers with
the support, opportunities, and reinforcement they need to complete their assignments
successfully.

Informal and formal evidence of recognition and appreciation for the volunteers' assistance is
extremely important in retaining volunteers. Informal recognition and appreciation come primarily
from the immediate supervisor of the volunteer and the other people with whom the volunteer is
working Among the informal methods that school personnel can use to express their appreciation
to volunteers are the following:

,

4
Asking the volunteer for advice on problems

a
Taking time to talk with the volunteer

Expanding the volunteer's responsibilities commensurate with his or her capabilities and
interests

Sharing books, journals. magazines. and other resources with the volunteer

Taking part in less desirable tasks with the volunteer
._

Sending greeting cards to the volunteer
-

#

Treating the volunteer to lunch. a soft drink, or coffee

Alerting the volunteer to upcoriiing school or community events that might be of interest

Saying "thank you," or "you're doing a great job"
1

Pointing out the contribution the volunteer is making

I . .

.. .
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More formal methods of pyoviding recognition and evidence of appreciation should be spon-
sored and supported by thercational volunteer program as well as the vocational, education staff.
Among these more tonnaloVethods are the following:

. Alt. '
pAwarding spepial citations for volunteers' servicepthe vocatiorr education rogr

.

.

Coriducting districtwide.recognition events,

t Holding annual recognition dinneis

Providing volunteers with free passes to schoolsponsored events

Awarding plaques to groups. businesses, or organizations that sponsor.volunteers or oth-,
erwise support the program

When the services of a vocational voluhteer are provided by an agency or business, both the
organization and the volunteer should be recognized for their assistance to the vocational educe-.lion program, .
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'PoilOGRAM EVALUATION

1.

Galuation of the vocational volunteer program should be designed to (1) provide info'rmation
on which to base decisicins concerning Progratn operations, and (Z demotistratelhe impact of the
program to school board members, school personnel, volunteers, community groups, potential
recruits, and other contributors to the ptogram. The decision-making component otevaluation
serif s to maximize the impact of the program, given existing resources. The demonstration cOm-
pon t influences the future expenditure of financial and human resources for program.purposes.

'OW

Gi en this dua( thrust of the evaluation, two types of information will be needed. Those indi-
vidusAs responsible for the planning and operation of the program will need information for use to
monitoring the progress of the program in relation to its objectives;' and planned activities.
Policymakers need information that will allow them to.review the benefits and costs of the
program. ,

?

Monitoring Pr ogr a Progress

During the tanning stage, activities-are planned to achieve each volunteer program objective.
During the implementation sage, the monitoring-Component of evaluation focuses on those activr
ties so that deviations from the planned activities can be identified and corrected, if nepaisary.
Thus, the monitoring Component keeps the volunteer program director informed of progress
toward objectives. )

The selection of appropriate measures of progress is vital to the successful development and
utilization of a program-monitoring system. Measures must be selected that program decision
maker's will accept as valid indicators of performance. This can be accomplished by reviewing
each roogram component and identifying success indiCators. The indicators become the perfor-
mance measure for monitoring progress. The procedure by.which.the measurement will be made
should be determined with due consideration for the resources necessary to Collect and process
the informatipn.

Mo9itortg itige progvam's progress need norrequire an extensive data collection effort involv-
ing staff, students, arld volunteers. On thecontrary. the emphasis should be on recording the activ-
ities that have occurred. Perhaps the shWterm outcomes of those activities can also be noted.
The central concernin monitoring program progress is (1) to determine if the'rogram is proceed-
ing as planned and (2) to identify activities that need modification.

Evaluating the Effects of the Progra
.

The monitoring of the program's progress.can serve to identify strengths and limitation in its
implementation. However, evaluating the effects of the program goes beyond the scope of the .

program-monitoring system. This component of evaluation is designed to determine the extent to

4
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which the program has achilw' ed its intende d outcomes and to enable staff to prepare a new plan
Based on the findings. 0

At the heart of a meaningful evalu-gtion are predetermined goali and objectives that specify
the results the program is intended to Eihieve. The efforts expended to recruit, orient, train, place.
and supervise vocational volunbiers shoulcl moduc.e results that justify those efforts.

a, How have students, instructors. administrators. and the community benefited from the
voilational volunteer program?

%We those benefits ceRncidental or can they actually be attributed -to the volunteers'
involvement?

.

By (1) establishing measurable objectives for the program prior to its implementation and (2)
designing an evaluation plan in advance, the results or benefits of the program carol* determinal
with some certa(rity,The findings of the evaluation can then serve as a basis for decisions
designed to improve program effectiveness. Of course, if the results do not justify continuation of
the program. this information may become the basislor a decision to terminate the effort.

This discussion is not intended to treat extensively the complex topic of program evaluation.
Numerous resources are available to guide eu in developing an evaluation plan for your particular
needs However, you should begin planning for,program evaluation very early in the planning
stage or you May find that you are not prepared to conduct an evaluation that can demonstrate
program impact. It is also important to recognize the difficulty of establishing a direct connection
between the use of volunteers and student 'achievement. To 4Pieso. it is necessary to determine
(1) which students were assisted by volunteers. (2) the nature of that assistance, and (3) how much
assistance volunteers provided. This requires more extensive record keeping than is USUally.
poslible.

add
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CONCLUDING COMMENTS

I.

. 7
As budgets for vocational education continue to suffer under the straills of fiscal austerity, it

will become more and more important that alternative resources are locate'd to assist vocational
educators. Volunteers and other community reSOUPtS are utilized extensively by a wide variety of
public agencies. Vocational education generally is not making thepest use of volunteer resources
at present.

ei The contributions thit volunteers can make to vocational education will not be realized until
vocational educators make a concerted attempt to utilize community resources id more effective
ways. The opportunity to do so exists, how), iver the decision to make increased use of volunteer
resources carries with it responsibility. Thefacithat people are donating their serOices makes it
especially important that they be used to best advantage, This requires planning, organization,
proceduies for implementation. and evaluation.

Additional resources and expertise are not the only benefits that can be expected to result
from a well-planned and organized vocational volunteer program. Wren this groundwork for.
volunteer programs is carefully laid, the ciimmunityl involvement in vocational programs can'
grow rapidly and the school or institution will have helped create an informed public that is willing
to take a stand in its behalf. This proved to be the case at two of the four previously mentioned
vocational volunteer programs. At one of the sites, volunteers worked with school board members
to gain their support for a new districtwide occupational education center. At a second site. volun-
teers from business and industry worked with school officials and board members in developing
systethwide recommendations for the expansion and improvement of vocational education.

Clearly. volunteers can make a signifiant contribution to the program improvement efforts of
vocational educators. Carefully conceived, planned, and administered vocational volunteer.pro-
grams can offer a return on efforts far exceeding that of many other,uses of program resources.
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